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CHAPTER 1 
INTRODUCTION
This paper is  a study of o rgan iza tiona l change as witnessed in the  
merger of two nonprofit corporations: Big Bear Resources and 
Opportunity In d u s tr ie s ,  both located  in Missoula, Montana. The purpose 
of t h i s  paper is  to  examine organ iza tiona l dynamics during a major 
change process in hopes of providing lessons to  Improve the  process.
The h is to r ic a l  background th a t  led to  considera tion  of merger, as 
well as th e  implementation of the  merger, i l l u s t r a t e  perspectives  on 
o rgan iza tiona l change.. This paper a lso  o f fe rs  recommendations based 
on post merger interviews conducted by the  author with a random sample 
of management and d i r e c t  serv ice  s t a f f  of the  two o rgan iza tions . The 
author was the  executive d i re c to r  of Big Bear Resources during th e  
merger nego tia tions  and d i r e c to r  of re s id e n t ia l  se rv ices  post merger. 
Six months a f t e r  th e  formal merger, 120 questionnaires  were given to  
s t a f f  o f the merged corporation . S ixty s t a f f  from each corporation 
were po lled  by questionnaire  to  assess  response to  th e  primary merger 
o b jec tiv es .  The conclusions allow th e  merger p a r t ic ip a n ts  to  examine 
d i re c t io n s  fo r  the  fu tu re  in managing the  merger adjustment.
Opportunity In d u s tr ie s  was incorporated in 1955 as Opportunity 
School Foundation. The purpose was to  serve ind iv idua ls  with 
d i s a b i l i t i e s  from the  Missoula community. In 1955, these  ind iv idua ls  
were not considered ab le  to  a t ten d  school or to  work. The purpose was
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to  provide a c t i v i t i e s  ou tside  th e  home fo r  s o c ia l iz a t io n .  Parental 
concern was the  m otivational fo rce . Opportunity School Foundation 
became Opportunity Workshop in 1960. The emphasis changed from social 
and re c rea tio n a l  a c t i v i t i e s  to  work. Work was standard she lte red  
workshop fa re :  recycling  aluminum cans, fu rn i tu re  re f in is h in g  and wood
products manufacturing. The workshop was perceived as c h a r i ta b le  works 
by th e  community. This perception garnered community support. The 
corporation  maintained a so lid  image but did  not become the  strong 
fo rce  fo r  progress in serv ices  to  ind iv idua ls  with d i s a b i l i t i e s  u n t i l  
1985. At th a t  tim e. Opportunity Workshop became Opportunity 
In d u s tr ie s ,  and th e  focus sh if te d  to  production and q u a l i ty .  The 
philosophy of Opportunity In d u s tr ie s  was t h a t  ind iv idua ls  with 
d i s a b i l i t i e s  could earn a l iv in g  and th e  production of the  workshop 
could support enhanced se rv ices . Contact with the  community remained 
p o s i t iv e .  Ind iv iduals  with d i s a b i l i t i e s  were seen in a new l ig h t :  as 
capable r e l i a b le  employees. Opportunity In d u s tr ie s  became a business, 
not a c h a r i ty .
Ivy S tre e t  Arts A c tiv ity  Center was e s tab lish ed  in 1973 as a 
r e s u l t  of a gran t w rit ten  by concerned ind iv iduals  who wanted 
a l te rn a t iv e  serv ices  to  work provided by Opportunity Workshop. The 
thought was th a t  some ind iv idua ls  with severe behavioral problems 
needed a c t i v i t i e s  and s o c ia l iz a t io n ,  not work. Ivy S tre e t  Arts 
provided a day a c t iv i t y  program with emphasis on basic  l iv in g  s k i l l s  
and le is u re  a c t i v i t i e s .  In 1978, Ivy S tre e t  Arts A c tiv ity  Center 
became Missoula Developmentally Disabled Community Homes Council 
(MDDCHC) when board members and concerned c i t iz e n s  recognized th e  need
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fo r  re s id e n t ia l  f a c i l i t i e s .  This change se t  the  s tage fo r  the  b as ic  
d if fe ren ce  between Opportunity In d u s tr ie s  and Missoula Developmentally 
Disabled Community Homes Council. Opportunity In d u s tr ie s  provided work 
s k i l l s ,  while MDDCHC, which became Big Bear Resources in 1982, provided 
re s id e n t ia l  serv ices  with an a l te rn a t iv e  day a c t iv i t y  program.
The Department of Social and R eh ab ili ta t io n  Services of Montana 
was the  funding source fo r  serv ices  provided by Opportunity In d u s tr ie s  
and Big Bear Resources. The d if fe ren ce  between th e  two corporations 
was th e  a b i l i t y  of Opportunity In d u s tr ie s  to  generate add itiona l Income 
through sa le s  of products. Big Bear, by c o n tra s t ,  was in the  
unenviable pos it ion  of operating  group homes which req u ire  constan t 
in fusions of cash fo r  maintenance and a day a c t iv i ty  program which did  
not generate sa le s .  The f i s c a l  in eq u a li ty  of the  two corporations was 
instrum ental in th e  i n i t i a t i o n  of the  merger ta lk s .
Merger d iscussions had taken place on two e a r l i e r  occasions 
between Opportunity and Big Bear. Each time Opportunity was in the  
po s it ion  of s treng th  because of f i s c a l  v i a b i l i t y .  Each time. Big Bear 
f a i l e d  to  generate in te rn a l  support from the  s t a f f ,  p rim arily  because 
the  goals of the merger were unclear. Merger ta lk s  s t a l l e d  and died.
In 1991, several fa c to rs  con tr ibu ted  to  an atmosphere favorable  to  
merger. The S ta te  of Montana was in a f i s c a l  c r i s i s ,  and th e  p r iv a te  
nonprofit providers were to ld  no add itiona l co n trac t  funds would be 
a v a ila b le  fo r  se rv ices  to  ind iv idua ls  with d i s a b i l i t i e s .  Big Bear 
Resources had h ired  a new executive d i r e c to r .  I t s  board and th e  new 
d i r e c to r  conducted an Indepth f i s c a l  assessment of the  corpora tion . 
P ro jec tions  of funds to  cover major re p a irs  and requirements fo r
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meeting the  standards of l icensu re  and a c c re d ita t io n  were inadequate. 
Big Bear was find ing  i t  more and more d i f f i c u l t  to  cover basic  
expenses. Opportunity In d u s tr ie s  was f i s c a l l y  healthy  and open to  
d iv e r s i f ic a t io n  and expansion of se rv ic e s ,  including becoming involved 
in th e  business of providing re s id e n t ia l  se rv ices . The S ta te  of 
Montana Department of Social and R eh ab il i ta t io n  Services provided 
incen tive  by agreeing to  continue funding a t  cu rren t le v e ls .  The S ta te  
agreed to  consider th e  merger as an enhancement of se rv ic e s ,  not a cost 
saving measure. They agreed not to  resc ind  funding when p o s it io n s  were 
elim inated  due to  du p lica tio n  as an outcome of th e  merger. These 
fa c to r s ,  combined with a national trend  o f downsizing and f la t te n in g  
the  h ie ra rch ica l  s t ru c tu re  of o rgan iza tions , fo s te red  successful merger 
nego tia tion s .
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
CHAPTER TWO 
ASSESSMENT OF THE TWO CORPORATIONS
Chapter Two examines th e  s treng ths  and weakness of each 
corporation  to  assess  the  v i a b i l i t y  of merger. The h is to r ic a l  
perspective  allows the  reader to  understand the  dynamics leading to  th e  
merger dec is ion .
Opportunity In d u s tr ie s  operated from a p o s it io n  of s treng th  
because of I t s  f i s c a l  v i a b i l i t y .  According to  community leaders and 
local press coverage, the  community work programs were seen as valuable 
and successfu l. This c rea ted  more community support and name 
recogn ition . People sought out the  opportunity  work fo rce , which 
increased cash flow to  enhance programs. I t  was a wTn-win s i tu a t io n .  
Opportunity In d u s t r ie s '  rep u ta tion  was one of a corporation  th a t  could 
get th e  job  done w ell. This repu ta tion  served to  c re a te  not only 
community business but a lso  g ran ts  and co n trac ts  from th e  s ta te  lev e l .  
The strong management team was th e  p o s i t iv e  fo rce  th a t  to re  down 
obs tac les  and crea ted  options when new challenges were presented. For 
example, when a community business requested an Opportunity work crew 
and the  job involved completely new work s k i l l s ,  th e  management team 
worked side  by s ide  with th e  crew to  teach  the  new s k i l l s  and assure 
the  employer the  job  would be well done. Opportunity In d u s tr ie s  was 
the  organ ization  in Missoula t h a t  provided progressive work programs 
fo r  ind iv idua ls  with d i s a b i l i t i e s .  This organ iza tion  introduced 
ind iv idua ls  with d i s a b i l i t i e s  to  th e  world of work ou tside  o f the  
sh e lte re d  workshop. T rad itiona l sh e lte re d  workshops took ind iv idua ls
6
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out of th e  home or school to  teach  so c ia l iz a t io n  and work s k i l l s ,  but 
th e  s k i l l s  taught were lim ited , and Indiv iduals  with d i s a b i l i t i e s  were 
segregated from th e  mainstream of soc ie ty .
Supported employment was a program th a t  matched an Individual with 
a job In th e  community and provided a job coach to  Insure th e  adequate 
teaching of necessary work s i t e  s k i l l s .  This encouraged employers to  
t r y  working with Ind iv iduals  with d i s a b i l i t i e s  because the  job was 
guaranteed to  completion. According to  c l i e n t  s a t i s f a c t io n  surveys and 
r e h a b i l i t a t io n  journal re search , work Increased Individual s k i l l s  which 
b o ls te red  self-esteem . The f in a l  Incentive was th e  earning of a 
paycheck.
Another s treng th  of Opportunity In d u s tr ie s  was th e  location  and 
modern condition  of th e  physical p la n t .  The build ing  was located  on a 
main a r te ry  In a commercial d i s t r i c t  access ib le  to  the  pub lic . This 
con tribu ted  to  th e  philosophy of mainstreaming Indiv iduals with 
d i s a b i l i t i e s  Into the  general population.
The modern physical p lan t was a la rge , f ree -s tan d in g , s te e l  
bu ild ing , allowing fo r  f le x ib le  planning and ongoing change. This 
bu ild ing  could be decorated to  r e f l e c t  s t a te  of th e  a r t  o f f ic e  
environments or be s e t  up to  accommodate an assembly l in e  process. The 
b r ig h t  s u n l i t  show room fo r  re f in ish e d  fu rn i tu re  inv ited  th e  public  to  
en te r  the  bu ild ing  and see the  work In progress.
Big Bear Resources, by c o n tra s t ,  had ex tensive  experience with 
re s id e n t ia l  programs. The challenge was to  provide a home-like 
atmosphere while teach ing  d a l ly  l iv in g  s k i l l s ,  addressing behavioral 
in c id en ts ,  and encouraging community involvement. Big Bear Resources
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operated f iv e  group homes, each housing e ig h t  Ind iv iduals  with 
d i s a b i l i t i e s .  In ad d it io n , re s id e n t ia l  t r a in in g  was provided fo r  28 
Ind iv iduals  in community apartments. S ta f f  working in re s id e n t ia l  
programs often  worked Independently, c a l l in g  on t h e i r  own judgment 
because s i tu a t io n s  were not p re d ic ta b le .  Turnover r a te s  fo r  s t a f f  In 
th e  home care  f i e l d  are  high because of high re s p o n s ib i l i ty  and low 
compensation. Maintaining q u a l i ty  care  Is  thus a challenge, but one 
t h a t  Big Bear had met successfu lly .
Big Bear was a forerunner In the  provision of serv ices  to  
Ind iv iduals  with traum atic  bra in  In ju ry . Experience with t h i s
population and th e  a b i l i t y  to  meet th e  Medicaid licensing  standards was
one of I t s  s treng th s .
I f  th e  o rgan iza tiona l c u l tu re  of Opportunity In d u s tr ie s  was one of
I t s  a s s e t s ,  the  o rgan iza tiona l c u l tu re  of Big Bear Resources was a
major l i a b i l i t y .  According to  Edgar H. Schlen,
C ulture is  a deep phenomenon,... complex and d i f f i c u l t  
to  understand, b u t . . .  the  e f f o r t  to  understand I t  i s  worthwhile 
because much of th e  mysterious and th e  I r r a t io n a l  in organ iza tions 
suddenly becomes c le a r  when we do understand i t . i
O pportunity 's  c u l tu re  was a c u l tu re  of empowerment. R e h a b i l i ta t io n 's
b as ic  philosophical assumptions espouse empowerment. The Journal of
R eh ab il i ta t io n  def ines  th e  basic  te n e ts  of r e h a b i l i t a t io n  as:
Recognition of indiv idual worth and d ig n ity .  Second, 
r e h a b i l i t a t io n  p ro fess io n a ls  have maintained th a t  every person 
should have equal opportunity  to  maximize h is  or her p o ten t ia l  and 
Is deserving of so c ie ta l  help In attem pting to  do so. Third , th e  
r e h a b i l i t a t io n  profession  assumes people by and large s t r iv e  to
grow and change In p o s i t iv e  d i r e c t io n s   Fourth, the
r e h a b i l i t a t io n  profession  assumes ind iv idua ls  should be f r e e  to  
make t h e i r  own d ec is ions  about th e  management of t h e i r  l iv e s .  The 
process of empowering an Individual o r a system means to  give power 
or a u th o r i ty  to ;  to  au tho rize  to  make d ec is ions .*
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Opportunity In d u s tr ie s  had an empowerment mind s e t  evident In the 
re p re se n ta t iv e  s ty le  of management. Decisions were made by committees 
composed of management s t a f f ,  l in e  s t a f f ,  and ind iv idua ls  served. 
Employee s a t i s f a c t io n  surveys were conducted annually . Suggestions and 
problems c i te d  were addressed. In order to  teach  empowerment, 
p ro fe ss io n a ls  must work in a system th a t  empowers or au thorizes  them to  
th ink  o f themselves as worthy of autonomy and allows them to  maximize 
t h e i r  p o te n t ia l .  According to  the  research  on empowerment completed by 
William Emener in 1985, " r e h a b i l i ta t io n  p ro fe ss iona ls  who l iv e  an 
empowered l i f e  model empowerment e f fe c t iv e ly  to  ind iv idua ls  with 
d i s a b i l i t i e s . " ^
Big Bear Resources' o rgan iza tiona l c u l tu re ,  by c o n tra s t ,  was 
ch a rac te r ized  by dependency. Dependency developed because the  
o rgan iza tion  had operated in an undemanding market fo r  so many years . 
Vocational serv ices  fo r  ind iv idua ls  with d i s a b i l i t i e s  had experienced 
ongoing change and challenge, but r e s id e n t ia l  serv ices  had been the  
second c la s s  c i t i z e n ;  underfunded and undeveloped. Larry Hirschhorn, 
the  author of Cutting Back: RetrencNnent and Redevelopment in Human
and Community S erv ices , c i t e s  th e  negative consequences of a cu l tu re  
of dependency: "Facing an undemanding market, people tu rn  inward and
lose touch with th e  l inks  between t h e i r  personal experience a t  work, 
th e  ro le s  they  occupy in th e  o rgan iza tion , and th e  company's primary 
business ta sk ."*  Big Bear employees, when interviewed, could not 
explain the mission of the organization. Information was routed  via  
th re e  page memos d ic ta t in g  po licy  with no employee p a r t ic ip a t io n .  
Employees were th e  victim s o f th e  a u th o r i ta r ia n  h ierarchy  of
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management. When th e  organ iza tion  faced a f i s c a l  o r program c r i s i s ,
employees found i t  d i f f i c u l t  to  refocus on the  needs of the
organ iza tion  in serving ind iv idua ls  with d i s a b i l i t i e s .  Employees did
not expect change. People expected to  be p ro tec ted  and f e l t  v ictim ized
i f  they were not. Management s t a f f  was given recognition  and promotion
by th e  rev is io n  of job d e sc r ip tio n s ,  thereby c rea tin g  a h ie ra rch ica l
decision-making process. Nonmanagement s t a f f  were not recognized and
were not given regu la r  r a i s e s ,  leading to  a t t i tu d e s  of m alaise and
minimal e f f o r t .  N either performance nor longevity  was rewarded or
recognized, a morale defea ting  move. This c e n tra l iz e d  decision-making
fo s te red  p a s s iv i ty  w ithin th e  o rgan iza tion . Because no demands were
placed on s t a f f  fo r  performance, and because In terpersonal t i e s  were
more important than work ro le s ,  the  c u l tu re  became one of "us versus
them." As Hirschhorn s ta te s ,
In dependency c u l tu re s ,  people cannot confront and challenge one 
another d i r e c t ly .  Because they do not take t h e i r  own a u th o r i ty  
se r io u s ly  and cannot see how they might au thorize  o th e rs ,  they 
rep lace  s t r a ig h t  t a lk  with covert p o l i t i c s .
Line employees spoke with contempt about th e  management of the  
o rgan iza tion . Middle managers id ea lized  the  organ ization  as unique and 
th e  only a l te rn a t iv e  program to  the  well o i led  machine of work: 
Opportunity In d u s tr ie s .  Both contempt and id e a l iz a t io n  have deep ro o ts  
in a dependency c u l tu re .  People d id  not see t h e i r  work as re a l  or 
va luab le , y e t  they saw th e  o rgan iza tion  as a l l  p ro tec tin g ;  they  would 
always have a job . This c u l tu re  d id  not fo s te r  change.
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Merger d iscussions held In th e  la te  1970's  were quickly dropped 
because of vested In te r e s ts  and unclear goals. In 1985, Big Bear 
experienced a severe f i s c a l  c r i s i s  when the  corporation  could not meet 
p ay ro ll .  The d i r e c to r  resigned and the  board of d i re c to r s  worked hard 
to  put th e  corporate  finances back to g e th e r .  Merger d iscussions were 
resumed, but when th e  p residen t of th e  board of d i re c to r s  became the  
new executive d i r e c to r ,  th ese  d iscussions ha lted . In 1988, Big Bear 
Resources' board p residen t again approached Opportunity In d u s t r ie s '  
board of d i re c to r s  with th e  Idea of merger. The reasons presented were 
f i s c a l  considera tions  and a stagnant program. This time th e re  was 
ex tensive  d iscuss ion . Opportunity worked with Big Bear s t a f f  to  design 
a proposal which Included conso lidation  of ad m in is tra tive  s t a f f  and 
sa la ry  r a i s e s .  There was no In te rna l support from Big Bear Resources 
ad m in is tra tive  s t a f f .  Many s t a f f  persons expressed concerns regarding 
loss  of Id e n t i ty  and the  fe a r  of a mega corporation  which would lose 
s ig h t  o f th e  needs of the  more Involved (p hy sica lly  and emotionally) 
c l i e n t s .  Once again, merger d iscussions ended. Montana faced a f i s c a l  
c r i s i s  In 1991, and the  p r iv a te  providers were to ld  no add itional funds 
would be av a ilab le  fo r  cu rren t programs. In o ther words. In s p i te  of 
In f la t io n  and sp ira lIn g  co s ts  of providing ca re , providers were asked 
to  operate  the  same programs In 1992 with 1990 a l lo c a t io n s .
Big B ear 's  board of d i re c to r s  conducted a f in a n c ia l  assessment of 
th e  corpora tion . The corporation  f a c i l i t i e s  were In 111 r e p a i r  and In 
need of major cash ou tlays to  meet l ic en su re ,  s a fe ty ,  and a c c re d i ta t io n  
s tandards. I f  these  standards were not met, the  corporation  would lose 
a l l  s t a t e  and federa l funding. The board nego tia ted  a consolidated
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loan, which refinanced a l l  of th e  p ro p e r t ie s  to  f r e e  equ ity  monies to  
bring f a c i l i t i e s  up to  standards. This, however, d id  not provide 
adequate funding fo r  ongoing maintenance. In A pril ,  1991, the  
executive d i re c to r  of Big Bear Resources resigned , e f fe c t iv e  Ju ly  31, 
1991. A search committee was formed, and a n€tw executive d i re c to r  was 
h ired  to  s t a r t  Ju ly  16, 1991. From A pril ,  1991, to  Ju ly , 1991, the  
A ccred ita tion  Council conducted a survey which pointed out overwhelming
d e f ic ie n c ie s .  Montana requ ired  corporations rece iv ing  s ta te  funding to
be acc red ited , and Big Bear could not be accred ited . During th e  month 
of June, 1991, the  outgoing executive d i re c to r  and Medicaid Services 
engaged in a d i f f i c u l t  co n tra c t  n ego tia tion . Big Bear was not denied a
c o n tra c t ,  but Medicaid Services sought a new provider. Several of Big
B ear 's  c l i e n t s  t r a n s fe r re d  to  th e  new provider: Opportunity 
In d u s tr ie s .  When the  new executive d i re c to r  came on board In Ju ly , 
1991, s t a t e  agencies took a w ait-and-see a t t i tu d e .  Mike Hanshew, s t a t e  
d i r e c to r  of Developmental D i s a b i l i t i e s ,  described  the  m ilieu of 
M issoula 's  serv ices to  Ind iv iduals  with d i s a b i l i t i e s  as trapped in 
tunnel v is ion . Nonetheless, he considered Missoula the  home of some of 
th e  b r ig h te s t  minds, and he encouraged c r e a t iv i ty  and Innovation.
The f i r s t  o rder of business was a review of th e  f i s c a l  condition  
of Big Bear Resources post re financing . The review Indicated 
Inadequate funding fo r  s ta f f in g  enhancements, wage equ ity , food and 
household budgets fo r  the  f iv e  group homes, and ongoing maintenance. A 
primary area  of concern was th e  s ta f f in g  r a t i o  a t  th e  group homes. The 
mission of th e  program was to  provide th e  le a s t  r e s t r i c t i v e  l iv in g  
arrangement p o ss ib le ,  allowing fo r  teach ing  basic  l iv in g  s k i l l s  and
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monitoring sa fe ty . The lack of adequate numbers of s t a f f  during c l i e n t  
waking hours prevented teaching community access s k i l l s ,  such as using 
a local bus or making a purchase a t  a local s to re .  One s t a f f  person on 
duty to  supervise e ig h t  Ind iv iduals  would not allow an Individual to  
have a community access experience without tak ing  seven companions.
The q u a l i ty  of l i f e  with t h i s  low s ta f f in g  r a t i o  was not d e s ira b le .  
Limiting th e  l i f e s t y l e  of Ind iv iduals  with d i s a b i l i t i e s  had th e  
re g re t ta b le  consequences of Individual f ru s t r a t io n  and Increased 
behavioral Inc iden ts .
In ad d it io n , no progressive wage sca le  was In e f f e c t .  S ta f f  h ired  
in 1983 were a t  th e  same wage as new s t a f f  h ired  In 1991. There had 
been no regu la r  increases . S ta f f  performance evaluations were not 
completed In a tim ely  manner; nor were they  t i e d  to  any incentive 
programs. There was no reward fo r  s t a f f  competency. Training d id  not 
appear to  be a p r io r i ty .  S ta f f  did  not p a r t ic ip a te  or d id  not complete 
th e  t r a in in g .  The mission of the  corporation  was not c le a r  to  the  
s t a f f —as re la te d  when s t a f f  responded they did  not know th e  mission. 
S ta f f  a lso  expressed confusion about t h e i r  job d u t ie s .  A study of job 
d e sc r ip tio n s  ind ica ted  du p lica tio n  of the  d u tie s  of th e  program 
coord ina to rs  and th e  o n -s i te  program managers. This du p lica tion  
c rea ted  a communication bo ttleneck  In t h a t  th e  o n -s i te  program manager 
would not a c t  in a given s i tu a t io n ,  waiting fo r  permission from the  
program coord ina to r . This re su l te d  In a delayed response fo r  
se rv ices . The co rpora tion  appeared unresponsive or uncaring. This 
e n t i r e  p a t te rn  exacerbated employee morale problems. Although low
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reimbursement ra te s  fo r  group homes c rea ted  th e  atmosphere fo r  problems 
In wages, food and household budgets, and maintenance, dup lica tio n  and 
lack of v is ion  added to  th e  s h o r t f a l l .
The new executive d i r e c to r  of Big Bear approached th e  executive 
d i r e c to r  of Opportunity In d u s tr ie s  to  In v estig a te  t h e i r  In ten tions  
regarding se rv ice  op tions, such as Medicaid Services co n trac t and 
proposed funding fo r  Supported Living co n tra c ts .  Opportunity would be 
bidding fo r  expanded se rv ices . Including re s id e n t ia l  se rv ices . This 
atmosphere of competition was a p ivo ta l po in t fo r  the  f i s c a l  hea lth  of 
Big Bear Resources. Opportunity In d u s tr ie s  was a recognized, 
accred ited  program with f i s c a l  v i a b i l i t y .  Big Bear Resources was not 
acc red ited  and had been continuously in f in an c ia l  jeopardy. Once 
again , merger was proposed. Both executive d i re c to r s  agreed a merger 
had to  have p o s i t iv e  c l i e n t  outcomes In order to  be acceptable .
Several Items emerged as necessary to  fo s te r  the  success of a merged 
corpora tion . The S ta te  of Montana had to  Ind ica te  support by allowing 
cost savings of conso lidated  adm in is tra tive  s t a f f  to  be u t i l i z e d  fo r  
program enhancement and not seen as money saved to  go back to  the  
s t a t e .  The general public  and in te re s te d  p a r t ie s  needed to  approve and 
Ind ica te  continued support. The two executive d i re c to r s  conducted 
prelim inary  research , proposing rev ised , combined organ iza tiona l 
c h a r ts ,  explain ing  conso lida ted  budgets, and ob tain ing  feedback from 
key management s t a f f .  The magnitude of th e  p ro je c t  and th e  fe a r  of 
change were d iscussed . P relim inary in d ica tio ns  were p o s i t iv e .  Each 
executive d i r e c to r  approached t h e i r  board of d i r e c to r s  with th e  merger 
idea. In November, 1991, each board of d i re c to r s  passed a re so lu t io n
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to  explore a merger i f  th re e  conditions could be guaranteed: 
demonstration of f i s c a l  solvency by each corpora tion , the  w rit ten  
support of funding agencies, and public  approval. The boards then 
d iscussed  th e  goals of a merger. They a lso  agreed th a t  the  outcomes 
must be p o s i t iv e  fo r  c l i e n t s .  A jo i n t  board meeting was held to  
examine th e  merger p o s s ib i l i ty .  This was an open session , which 
generated many questions . I t  was obvious the  members of the  boards had 
s im ila r  concerns as management s t a f f :  the  magnitude of the  p ro jec t  and 
fe a r  of change. Nonetheless, the  mood was p o s i t iv e .  I t  was decided 
t h a t  i f  th e  merger was accomplished, both boards would f u l ly  merge, and 
a 20-member board would be acceptable u n t i l  a t t r i t i o n  reduced numbers 
to  a more manageable number of 12. The boards then approved th ree  
merger o b jec tiv es :  1) to  increase serv ice  op tions; 2) to  enhance
s ta f f in g  r a t io s ;  and 3) to  improve s a la r ie s  and b e n e f i ts .
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CHAPTER THREE 
OBJECTIVES OF THE MERGER
The th re e  ob jec tiv es  of the  merger were as follows: 1) to
increase  se rv ice  op tions; 2) to  enhance s ta f f in g  r a t io s ;  3) to  improve 
s a la r ie s  and b e n e f i ts .  A successful merger would accomplish a l l  th ree  
o b jec tiv es .  This chapter i l l u s t r a t e s  examples of immediate a b i l i t i e s  
to  reach th ese  o b jec tiv es .
The f i r s t  ob jec tiv e  of the  merger was to  increase serv ice  options 
fo r  ind iv idua ls  in se rv ices . One immediate p o s it iv e  aspect of the  
merger was th e  e lim ina tion  of th e  regional waiting l i s t  fo r  se rv ices .
I f  a consumer was in day a c t iv i t y  a t  Big Bear Resources and he/she 
requested  to  work in Opportunity In d u s t r ie s '  production c e n te r ,  then 
th a t  request went to  the  regional placement committee fo r  assessment 
and placement on O pportunity 's  waiting l i s t  fo r  an open s lo t  in the  
production cen te r .  With th e  merger, the  concept of s lo ts  was 
e lim inated . Consumers were surveyed as to  in te re s t  and ap titu d e  and 
jobs were crea ted  to  meet t h e i r  needs. Ind iv iduals  could arrange t r i a l  
periods a t  various job s i t e s  to  v a l id a te  t h e i r  i n t e r e s t ,  and s t a f f  
could u t i l i z e  t h i s  time to  assess  s k i l l s .  Consumers expressed 
apprec ia tion  fo r  t h i s  change.
With th e  merger, a l l  ind iv idua ls  employed by th e  merging 
corpora tions could access th e  f u l l  spectrum of serv ices  a v a ilab le .  The 
s t a f f  of th e  merged corporation  forged a commitment to  c rea te  job s i t e s  
according to  consumer requests  and s k i l l s .  This was a dramatic change 
fo r  Big Bear consumers who had prev iously  requested a job change and 
had been w aiting fo r  over one year.
16
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Additional funding was not a v a ilab le  fo r  e x is t in g  programs, but 
s t a t e  and federa l g ran t monies were a v a ilab le  fo r  new programs. One 
d i s t i n c t  advantage of the  c a p a b i l i ty  of th e  merged corporation  was the  
combined e x p e r t ise  of the  management team. Request fo r  proposals were 
w rit ten  to  c re a te  new programs fo r  r e s id e n t ia l  op tions. One co n trac t  
allowed conversion of an e ig h t  bed group home to  e ig h t Individual 
c o n tra c ts  to  serve Ind iv iduals  who chose to  l iv e  In apartments ra th e r  
than In a group. Conversion meant co n trac t  d o l la rs  used to  fund the  
group home would be converted to  the  le ss  r e s t r i c t i v e  apartment 
program. There would be no add itiona l cost to  the  s t a te .  The sa le  of 
the  group home in M issoula 's  favorable  rea l  e s ta te  market crea ted  a 
cash surplus over and above th e  mortgage balance. S ta te  o f f i c i a l s  
confirmed th e i r  support of th e  merger by allowing the  surplus monies to  
be u t i l i z e d  as s t a r t  up monies fo r  th e  apartment program. This money 
bought fu rn i tu re  and household supplies fo r  consumers and allowed an 
emergency fund.
The most d i f f i c u l t  area of t r a n s i t io n  to  new programs was not 
p repara tion  of consumers but Introducing cu rren t s t a f f  members to  a 
philosophy of le ss  r e s t r i c t i v e  environment. A common a t t i tu d e  was to  
take  care  of consumers r a th e r  than working toward and allowing 
independence. Big B ear 's  c u l tu re  of dependency was ev iden t. The ta sk  
was to  teach  empowerment.
The management team had to  take  the  lead In espousing th e  
philosophy of l e a s t  r e s t r i c t i v e  environment. Training became an 
In teg ra l b r ick  in th e  bu ild ing  of a merged corpora tion . Weekly s t a f f  
meetings became forums fo r  d iscuss ion  to  a i r  f e a r s ,  questions, and
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support fo r  the  changing philosophy. The ac tua l move from group home 
l i f e  to  apartment l iv in g  nudged the  s t a f f  to  embrace th e  philosophy.
The consumers cons tan tly  reminded s t a f f  of how much they apprecia ted  
th e  opportunity  to  explore t h e i r  s k i l l s  fo r  Independence.
The movement to  a le ss  r e s t r i c t i v e  environment was fueled  by the  
a v a i l a b i l i t y  of federa l monies to  serve ind iv idua ls  who had been placed 
in nursing homes in app ro p ria te ly  years before. The management team met 
with th e  regional s t a f f  of th e  Department of Developmental D is a b i l i t i e s  
to  assess  th e  needs of Ind iv iduals  e l ig ib le  to  move out of th e  nursing 
homes. Housing had to  be completely ac cess ib le ,  as most Ind iv iduals  
were wheelchair bound. Past experience Indicated  group liv in g  was not 
th e  choice of most in d iv id u a ls ,  and the  s ta te  d e f in i t e ly  did  not have 
the  money to  bu ild  group f a c i l i t i e s .  This change In p ra c t ic e  crea ted  
another opportunity  fo r  p u b l ic /p r iv a te  pa r tn e rsh ip . Local r e a l to r s  
were contacted  to  d iscuss th e  p o s s ib i l i ty  of developers designing and 
bu ild ing  handicap access ib le  homes or apartments with the  idea th a t  
consumers would be long-term re n te rs  with corporation  s t a f f  serving as 
home t r a in e r s .  Guarantees were not p o ss ib le , bu t, h i s to r i c a l ly ,  
ind iv idua ls  with d i s a b i l i t i e s  who had adequate community support made 
ex c e lle n t  re n te rs  and took good care  of property . R ealtors and 
developers jo ined  fo rces  to  b u ild  access ib le  housing.
In A p ril ,  1992, th e  S ta te  of Montana announced the  a v a i l a b i l i ty  of 
add ition a l federa l funds fo r  apartment programs. Providers had to  
answer a request fo r  proposal s t ip u la t in g  population estim ates and da te  
of expected implementation. The re s id e n t ia l  management team developed 
a proposal to  serve e ig h t  Ind iv iduals  over age 55 In apartments of
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t h e i r  choice while a ttend ing  sen io r c i t iz e n s  day a c t iv i ty  or working a t  
a job  s i t e  of choice. S ta f f  would be assigned according to  need. This 
proposal was accepted, and two members of th e  management team had to  
meet with th e  s t a te  funding committee to  defend the  proposal. Missoula 
was awarded funding fo r  four in d iv idua ls . One major question of the  
funding committee was r i s k  management measures and agency response 
techniques to  assure  hea lth  and sa fe ty  of ind iv iduals  served. The 
proposal and the  members of th e  management team developed r i s k  
assessments and emergency response d i r e c to r ie s  to  a s s i s t  d i r e c t  l in e  
s t a f f  In ca rry ing  out t h e i r  assignments. These re s id e n t ia l  options 
ind ica ted  a p rogressive  move to  le ss  r e s t r i c t i v e  environment. I t  a lso  
answered th e  requests  of many r e la t iv e s  who were aging and wanted 
monitored l iv in g  arrangements fo r  t h e i r  loved ones when they were no 
longer ab le  to  provide ca re .
A second ob jec tive  of the  merger was to  enhance s ta f f in g  r a t io s  a t  
the  group homes to  encourage more community access. I t  was determined 
a f te r  in terviewing group home s t a f f  and managers and ind iv idua ls  served 
th a t  40 add itiona l hours of s t a f f  time a t  each re s id e n t ia l  s i t e  would 
allow more indiv idual teaching  and community access. The annual co s t  
of add itiona l s t a f f  was $12,400 per s i t e .  There was a commitment from 
the  beginning th a t  t h i s  enhancement was a p r io r i t y  i f  the  merger was to  
s tay  t ru e  to  th e  o b jec tiv e s .
Another inequ ity  t h a t  had to  be addressed was th e  low s a la r ie s  of 
group home managers. The sa la ry  average of Big Bear Resources managers 
was $13,800 per year. The sa la ry  average statew ide was $18,000 
annually. The boards of d i r e c to r s ,  along with both management teams.
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determined the  s a la r ie s  should range from $17,000 to  $20,000, allowing 
fo r  m erit and longevity r a is e s .  Managers were the  second level of the  
o rgan iza tiona l h ie ra rchy , y e t they were the  f ro n t  l in e  people 
responsib le  fo r  handling emergencies, t r a in in g  d i r e c t  l in e  s t a f f ,  and 
m aintaining ac co u n tab ili ty .  They were in teg ra l  members of the  dec ision  
making process and deserved compensation fo r  t h e i r  con tr ib u tion .
R esiden tia l food and household budgets were so low in 1991 th a t  
t r u ly  c re a t iv e  cu lin a ry  and cleaning t a c t i c s  had to  be enforced to  s tay  
within budget. This was extremely d i f f i c u l t  fo r  a l l  re s id e n tia l  
s t a f f .  To feed and maintain a household of e ig h t  on $750 a month was 
asking too  much. There was no cushion fo r  special d ie ts  or special 
occasions. The merged corporation  budget allowed $250 add itional 
monthly fo r  each home. This was enough to  encourage experimentation in 
teaching  consumers to  cook and move toward some ind iv idualized  meal 
planning fo r  those  ind iv idua ls  preparing to  move out on t h e i r  own.
A wage sca le  was in place fo r  s t a f f  of Opportunity In d u s tr ie s ,  but 
Big Bear Resources s t a f f  lagged behind in wages. Thus an overa ll wage 
adjustment was completed p r io r  to  th e  ac tual merge to  bring s t a f f  wages 
on l in e .  This wage adjustment was included in the  merged budget 
c a lc u la t io n s .  The management team recognized th a t  Big Bear s t a f f  would 
b e n e f i t  from th e  merged corporation  in higher s a l a r ie s ,  while 
Opportunity In d u s tr ie s  s t a f f  would see no change.
According to  th e  merger l i t e r a t u r e  reviewed, any corporation 
considering  reo rg an iza tio n  as a so lu tio n  to  i t s  s t r a te g ic  concerns 
should th ink  through th e  concerns and mold th e  reo rgan iza tion  around 
those concerns. The merged corpora tion  must develop a s p e c if ic  plan
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which minimizes the  impact on th e  morale of those  remaining, as well as 
those  being la id  o f f .  This process allowed the  considera tion  of 
reassignment ra th e r  than lay o f f .  The l i t e r a t u r e  a lso  recommends 
id en tify in g  sp e c if ic  redundancies and holding d iscussions with 
management s t a f f  to  s o l i c i t  feedback and support. Considerable 
d u p lica t io n  ex is ted  in th e  areas of adm in is tra tion  and support s t a f f ,  
which was a highly s e n s i t iv e  sub jec t involving past h is to ry , t u r f ,  and 
c u l tu re .  S ta ff  co s ts  were only one element of expense. The 
corpora tions looked c r i t i c a l l y  a t  c o n tro ll in g  p ro jec ted  expenses in a l l  
a reas before making lay o f f  d ec is io n s . Reorganization alone was not 
the  answer, but a f i r s t  s tep  in a long process.
O rig in a lly ,  th e  team of management s t a f f  looked a t  e lim inating  
seven p o s i t io n s .  A prelim inary  estim ate of cos t savings was $130,000. 
The team u t i l i z e d  o r ig in a l  and combined organ izational c h a r ts ,  job 
d e sc r ip t io n s ,  employee feedback, and management team ex p e rt ise  to  
determine which lay o f fs  were mandatory. Six p o s it io n s  were 
e lim ina ted , but reassignment was o ffe red  to  a l l  s ix . Three accepted 
and th re e  chose to  leave th e  corporation  to  work elsewhere. Relocation 
monies were o ffe red  to  pay fo r  p r iv a te  employment agencies i f  
necessary. Only one employee took advantage of t h i s  o f fe r .  All l e f t  
in good standing. A f i r s t  r e h ir e  agreement was a lso  o ffered , which 
s ta te d  i f  an equal p o s it io n  opened in th e  fu tu re ,  th a t  person would be 
in v ite d  to  apply.
The merger plan c a l le d  fo r  improving s a la r ie s  and b e n e f i ts  in th e  
long term by using th e  s iz e  and sheer numbers of th e  merged corporation  
to  nego tia te  b e t t e r  b e n e f i ts  a t  a lower co s t .  An immediate b e n e f i t  to
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Big Bear s t a f f  was t h a t  hea lth  insurance fo r  employees would be fu l ly  
funded by th e  corporation  as opposed to  a percentage formula u t i l i z e d  
by Big Bear Resources.
The s tren g th  of Opportunity In d u s tr ie s  was evidenced in t h e i r  
s t a f f ' s  acceptance of th e  merger. They spoke of the  opportunity  to  
serve consumers more expediently  and with less  bureaucracy and improved 
crossover communication. They were welcoming of t r a n s i t io n  assignments 
to  assu re  smooth implementation of th e  merger. By c o n tra s t .  Big Bear 
employees expressed t re p id a t io n  about the  loss  of id e n t i ty  and th e  loss 
of a b i l i t y  to  provide a l te rn a t iv e  se rv ices , e sp e c ia l ly  a r t i s t i c  
endeavors which had become a focal po in t of day a c t iv i ty .
The challenge was to  develop excitement, a n t ic ip a t io n ,  and 
innovation. The merger opened the  door fo r  change. Once s t a f f  
re a l iz e d  new ideas would be accepted and researched, everyone made 
suggestions from how to  b e t t e r  handle tra n sp o r ta t io n  routes to  
recommendations fo r  new en trep reneu ria l businesses. P a r t ic ip a to ry  
management had sprung from th e  chaos of change. All of th i s  occurred 
during th e  s ix  months of merger p repara tion . I t  was a t r i a l  period , 
and i t  seemed to  be working. The management team knew th e re  was much 
work y e t  to  complete, b u t ,  p h ilo so p h ica lly , i t  was coming toge th e r.
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CHAPTER FOUR 
ASSESSMENT OF THE IMPLEMENTATION
Chapter Four o u tl in e s  th e  s teps  in the  merger process. I t  
exp la ins  th e  methodology and responses to  a post merger study conducted 
by th e  au thor. This post merger study would be th e  bas is  fo r  assessing  
th e  success of th e  implementation of th e  merger.
In January, 1992, a general announcement of the  re so lu tio n  of the  
board of d i r e c to r s  to  consider merger was sent out in memo form to  
s t a f f  of both co rpora tions. Prelim inary meetings had been held with 
management s t a f f .  L e tte rs  including the  re so lu tio n  were sent to  a l l  
involved funding agencies requesting  meetings with both corporation 
executive d i re c to r s  to  fu r th e r  explain  th e  in te n t  of a merger and to  
seek support and approval. Both d i re c to r s  attended a Regional Council 
meeting to  announce th e  merger re so lu t io n  and s o l i c i t  comments and 
support. Regional Council was a body of community rep re sen ta t iv e s  who 
advocate fo r  c l i e n t  r ig h t s .  L e tte rs  were sent to  a l l  consumers, 
r e la t iv e s ,  and guardians, requesting  comments and announcing a public 
forum to  be held January 21, 1992. Announcements of th e  public  forum 
were published in th e  area  newspapers.
The response was p o s i t iv e .  Concerns centered  around th e  
p o s s ib i l i ty  of an ind iv idual becoming lo s t  in th e  enlarged system of 
se rv ices . These concerns were noted and addressed. The atmosphere was 
one of open, d i r e c t  communication and ca r in g . As Zig Z ig la r  s t a te s ,  
"People d o n 't  care how much you know u n t i l  they know how much you 
care  —  about them."6
23
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I t  was t h i s  openness and concern th a t  encouraged consumers and 
paren ts  to  a i r  twinges of re s is ta n c e  and fe a r  of change. Consumers 
voiced t h e i r  fe a rs  to  fellow  consumers and to  s t a f f .  Parents c a lle d  or 
wrote l e t t e r s  to  express concerns or support. All l e t t e r s  and phone 
c a l l s  were addressed by the  executive d i re c to r s  of both corpora tions.
A most su rp r is in g  aspect of the  announcement was the  u n so lic i te d  
responses from community members. I t  was amazing th e  number of people 
who had monitored both corporations and applauded the  e f f o r t  to  
conso lida te  adm in is tra tion  in order to  generate money fo r  enhanced 
se rv ices .
Communication with s t a f f  proved to  be a formidable challenge.
Memos were generated with weekly updates, but they could not begin to  
keep pace with th e  rumor m il l .  The bottom lin e  fo r  roost s t a f f  was,
"How w ill  t h i s  a f f e c t  me?" Until th a t  question could be answered, most 
s t a f f  were r e s i s t a n t  to  th e  change. "Resistance is  a way of in d i re c t ly  
expressing v u ln e ra b il i ty  and loss  of c o n tro l ,"  explained P rice  in
O
A fter the  Merger. Change in an o rgan iza tion  brings many 
v u ln e ra b i l i t i e s  fo r  s t a f f  members. Will my ro le  be diminished? Will I 
be le ss  competent in my new ro le?  Will I be more exposed to  forces I 
cannot adequately influence? Change a lso  brought r e d is t r ib u t io n  of 
power and a u th o r i ty .  In d iv id ua ls  would gain or lose some co n tro l .  
Ind iv iduals  worked to  c re a te  some form of balance within t h e i r  work 
world. Change th rea ten ed  t h i s  balance. Feeling th e  loss of co n tro l ,  
people sought to regain control- The e ffo r t  could be overt, such as 
blocking the  proposed change. I t  could be more in d i r e c t ,  such as 
sabotaging th e  plans fo r  change by delaying implementation. The
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Individual o r group was try in g  to  re s to re  the  balance th a t  allowed a 
sense of co n tro l .  S tripped of old h a b its ,  people fee l  s tr ipped  of 
Id e n t i ty .  This was a major fe a r  of employees. Resistance was a 
na tu ra l psychological response. The problem came when people did not 
d i r e c t ly  express v u ln e ra b i l i ty  and contro l Issues. The s t a f f  member 
who sa id ,  "I 'm  a f r a id  I won't ge t th e  support I need to  succeed In th i s  
new assignm ent," was being d i r e c t .  This was not re s is ta n c e .  The s t a f f  
member who sa t  s i l e n t ly  In planning meetings, repeated ly  asked fo r  more 
d e ta i l  on Implementation and c o n s is te n t ly  overdue In submitting rev ised  
program m ateria l was expressing re s is ta n c e .
Helping people who were expressing re s is ta n c e  meant acknowledging 
th e  re s is ta n c e  was not personal. I t  was about the  people expressing 
re s is ta n c e  and t h e i r  fe e l in g s .  The management team re a l iz e d  I t  was 
about f e e l in g s ,  not reason. Providing Information helped reduce 
fe e lin g s  of v u ln e ra b i l i ty  or lo ss  of co n tro l .  Because re s is ta n c e  was 
re la te d  to  fe e l in g s ,  dea ling  with I t  requ ired  helping people to  express 
t h e i r  fe e l in g s .  The team did  t h i s  by labe ling  the  re s is ta n c e  and 
supporting expression of th e  fe e l in g s  of v u ln e ra b il i ty  or loss  of 
c o n tro l .  Meetings were held fo r  t h i s  purpose. The management team 
made Individual time fo r  s t a f f  ex h ib it in g  symptoms of re s is ta n c e .  The 
team prepared fo r  re su rfac in g  of re s is ta n c e  with each new v u ln e ra b il i ty  
o r loss  of contro l Issue. An example of r e s is ta n c e  during the  merger 
t r i a l  period was th e  s o l i c i t a t i o n  o f suggestions fo r  merged forms to  
address a l l  aspects  of th e  co rpo ra tion . Big Bear s t a f f  Ind icated  t h e i r  
forms were th e  b e s t ,  and Opportunity thought I t  would be e a s ie r  to  
adopt t h e i r  cu rren t forms. A committee was formed to  review a l l  forms.
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and re v ise  and revamp as necessary. Encouraging everyone to  get 
involved granted ownership. Ownership was the  f i r s t  s tep  to  c rea tin g  a 
shared v is io n , A shared v ision  of th e  merged corporation  would reduce 
o r e lim in a te  re s is ta n c e .  The merger l i t e r a tu r e  reviewed fo r  t h i s  study 
repea ted ly  c i te d  people as th e  most Important requirement of a 
successful merger and communication as the  p r in c ip le  problem of 
management.
The combined corporations committee approach became the  method to  
re v ise  and revamp a l l  aspects  of th e  corporations to  prepare fo r  the  
merge. A j o in t  committee was formed to  review personnel p o l ic ie s .  The 
j o i n t  committees reviewed p o l ic ie s  and changes In hea lth  Insurance and 
leave a llo tm en ts . Recommendations of t h i s  committee were given to  the  
board of d i re c to r s  fo r  review and approval. Other committees examined 
merged p o l ic ie s  and procedures to  make changes and to  include 
re s id e n t ia l  requirem ents. This process was a learning process fo r  a l l  
Involved.
One roadblock to  th e  merge was th e  search fo r  adequate hea lth  
Insurance. Opportunity In d u s t r ie s '  cu rren t Insurer would accept Big 
Bear employees as new in su rab le s ,  but the  deductib le  and coverage was 
not comparable to  Big Bear Resources' p resen t po licy . At l e a s t  ten  
p o l ic ie s  were reviewed before  the  s t a f f  and board s e t t l e d  on a po licy  
th a t  accepted a l l  c u r re n t ly  en ro lled .
Another problem was th e  occupation of two separate  bu ild ings , 
which would ph ys ica lly  m aintain  a separa teness . Opportunity In d u s tr ie s  
owned a build ing  la rge  enough to  house th e  merged program, but h a lf  of 
th e  build ing was leased to  another co rpo ra tio n , and th a t  corporation
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did  not want to  move. A tra d e  was suggested in th a t  th e  Big Bear 
bu ild ing  could house the  t h i r d  corpora tion . That idea did not meet 
with favorab le  response. A fter s ix  months of a c t iv e  nego tia tion , a 
tra d e  was accepted. The Big Bear build ing  had to  undergo some 
renovation in order to  meet th e  th i r d  co rp o ra tio n 's  requirements. 
N egotiating the  merger took tim e, e f f o r t ,  compassion, and energy. All 
of th e  p a r t i e s  involved had to  have a common mission and se t  personal 
agendas as id e . The r o l l e r  co as te r  of emotion was to  be expected but 
could never be understood u n t i l  i t  was experienced. The v i s i b i l i t y  of 
improved se rv ice  op tions was only the  beginning of th e  merger. 
Management con s tan tly  monitored a t t i tu d e s  and acceptance and modeled 
open communication to  encourage expression of fe e l in g s  as change 
impacted s t a f f  and consumers.
Six months a f t e r  th e  merger, a f iv e  question , four poin t L ikert 
sca le  survey was developed to  assess  employees' perceptions regarding 
se rv ice  op tions , working con d itio ns , and b e n e f i ts  of the merger. (See 
Appendix B fo r  copy of survey .) Surveys were d is t r ib u te d  to  s t a f f  a t  
corporation  s t a f f  meetings. One hundred twenty surveys were handed 
out. S ta f f  was asked to  note previous corporation  a f f i l i a t i o n  by 
marking a B or an 0 a t  the  top of th e  survey. Responses to  questions 
one and th re e  were unanimously p o s i t iv e .  S ta f f  from both corporations 
ind ica ted  se rv ice  op tions and a b i l i t i e s  to  provide serv ices  improved 
with the  merger. As expected, responses to  question two were p o s i t iv e  
fo r  surveys marked B, because former Big Bear s t a f f  received sa la ry  
increases. Responses to  question  four ind ica ted  s t a f f  d id  not fee l  
adequately informed in e i th e r  co rpora tion  during th e  merger process.
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Responses to  the  s t a f f  b e n e f i ts  question were s p l i t  50/50. Personal 
in terv iew s were conducted with a random sample of s t a f f  members s ix  to  
nine months a f t e r  the  merger. These interviews i l l u s t r a t e d  the  
d i s s a t i s f a c t io n  with the  b e n e f i ts .  Big Bear s t a f f  f e l t  t h e i r  former 
insurance policy  was more comprehensive, and Opportunity s t a f f  f e l t  
t h e i r  inc iden ta l b e n e f i ts ,  such as bonuses and incen tive  pay, had 
su ffe red  in the  merge. Included in the  survey were two open-ended 
questions to  i l l i c i t  fu r th e r  comments regarding the  merger.
Comments received  from the  question "Please l i s t  your p o s it iv e  
experience with th e  merger" a re  reported  below:
Management team is  more involved and more av a ilab le .
We a re  ab le  to  voice opinions.
Much more organized
Enjoy meeting and working with a l l  th e  s t a f f
Communication between re s id e n t ia l  and vocational serv ices  s t a f f  has 
improved.
Services are  not com petitive , more co n tin u ity  
Morale improved considerably  
More options fo r  s t a f f
B e tte r  overa ll  idea of scope of se rv ices  av a ilab le  
G reater support fo r  consumers 
P ro fess io n a l,  p o s i t iv e  a t t i tu d e
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Comments received from the question "Please list your
negative experience with the merger" are reported below:
Health care benefits not as comprehensive
Residential services don't seem to be viewed as 
"important" as vocational.
Earning incentive leave is difficult
Administration tends to get spread too thin
Bonuses are smaller
Gauging the response to the merger by the use of a survey 
was an effective anonymous way for staff to express their 
concerns and ideas. Management must maintain a hands-on style 
to reduce negative response. The merger represents a starting 
over for both corporations thus management can use the merger 
as an opportunity for motivating employees and moving ahead on 
new programs.
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CHAPTER FIVE 
CONCLUSIONS
The post merger study by th e  author was requested by th e  
succeeding executive d i r e c to r  and the  management team. This chapter 
draws conclusions from th e  post merger study which provide lessons to  
the  management team of the  merged corporation  fo r  fu r th e r  merger 
in te g ra t io n .
To consider a merger was the  easy p a r t .  Far more d i f f i c u l t  was 
knowing how to  implement th e  merger so i t  accomplished the  o b jec tiv es . 
Depending on the  merger implementation, the  reorgan ization  could 
s trengthen  employee morale or destroy  i t .  I t  could be the  so lu tion  or 
a grand new problem.
The post merger study involved personal Interviews with the  
succeeding executive d i r e c to r ,  board members, management s t a f f ,  l in e  
s t a f f ,  and consumers. The primary c r i t ic i s m  of the  process as 
expressed by those interviewed was f a i l u r e  to  involve s t a f f  e a r l i e r  in 
the  dec is ion  making process. They said  they "should have been informed 
and assigned ta sk s  to  assess  th e  p o s s ib i l i ty  of th e  merger." I f  
committee work was not a v a ila b le  fo r  a l l  s t a f f ,  they wanted to  be 
considered fo r  ind iv idual ta sk s  on arranging consumer meetings or 
re v is in g  chapters  o f the  p o l ic ie s  and procedures. Interviews ind ica ted  
j o i n t  s t a f f  meetings with published agendas to  encourage input should 
have been s ta r te d  immediately, holding th e  meetings a t  various times 
and places to  include a l l  s ta ff . Another c ritic ism  was the 
in a c c e s s ib i l i ty  of the  two executive  d i r e c to r s  during the  merger and
30
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th e  need fo r  open o f f ic e  hours so s t a f f  and consumers could have asked 
questions and expressed concerns. S ta f f  apprecia ted  th e  frequent memos 
and th e  biweekly new sle tte r  th a t  kept people up -to -da te . P rice , in h is  
book. A fte r the  Merger: Managing the  Shockwaves, emphasized the
Q
importance of being honest. I f  the  answer was not y e t  av a ilab le  or 
a po licy  had not been f in a l iz e d ,  th e  circumstance must be explained. 
Making f a l s e  statements in hopes of pacifying s t a f f  was a common merger 
mistake c i te d  in the  l i t e r a t u r e .
P a r t ic ip a t io n  helped employees develop in s ig h t  in to  th e  reasons 
why change was necessary. This approach took patience because i t  was 
more time consuming, but i t  led to  more e f fe c t iv e  and acceptable 
change, and i t  strengthened employee morale.
Once t h i s  mission and p a r t ic ip a to ry  change process was in p lace , 
th e  o rgan iza tiona l contex t ex is ted  to  survive setbacks such as the  
hea lth  insurance dilemma. F ace-to -face  in te ra c tio n  was the key th a t  
allowed managers to  confront and reso lve  the  negative fe e lin g s  and 
c o n f l ic t s  in ev itab le  in undertaking change.
The implementation of cross  t r a in in g  of s t a f f  and consumers 
sim ultaneously was c i te d  as extremely helpfu l to  both corporations in 
allowing th e  v is ion  of improved se rv ices  and th e  merged corporation . 
Moving s t a f f  with consumers allowed a comfort level fo r  th e  consumer 
because someone was nearby th a t  was f a m i l ia r ,  and i t  encouraged s t a f f  
to  become competent a t  several jo b s . Barnes, in th e  PA Times, 
s ta te d ,  "Allowing t r a in in g  to  p lay  an in te rv en tio n  and r e v i t a l i z a t io n
g
ro le  can save an o rgan iza tions  b e s t  and b r ig h te s t  employees."
During the  t r i a l  merger period , i t  was im perative t o  pay c lo se
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a t te n t io n  to  employee concerns. Many worried about job loss or 
reassignm ent. Cross t r a in in g  minimized fe a r  and u ncerta in ty . Once 
employees re a l iz e d  the  in te n t  of th e  corporation  was to  u t i l i z e  t h e i r  
p resen t s k i l l s  or r e t r a in  them to  assure job se c u r i ty ,  they were more 
eager p a r t ic ip a n ts .
One o ften  voiced fe a r  of Big Bear employees was th a t  the  s treng th  
of Opportunity In d u s tr ie s  o rganization  would mean a take over, not a 
merger. I t  was c le a r  from th e  o u tse t  the  need to  encourage Big Bear 
employees to  apply fo r  p o s it io n  openings a t  Opportunity to  fo s te r  a 
sense of acceptance. A commitment was made to  blend the  corporations 
over th e  s ix  month t r i a l  period in order to  a l l e v ia te  the  fe a rs  of Big 
Bear employees. According to  Naisbeth, "The managers ro le  i s  to  c rea te  
a nourishing environment fo r  personal growth in add ition  to  the 
opportunity  to  co n tr ib u te  to  th e  growth of the  in s t itu t io n ."^®
Even when employees were favorab le , emotions ran high. One 
corporation  d i r e c to r  su rv ives; th e  o ther must accept t h i s .  Waterman 
i l l u s t r a t e d  a p o s i t iv e  a t t i t u d e  about mergers in h is  book. The Renewal 
F ac to r:
Renewal i s  about b u i ld e rs .  Many people can introduce change fo r  
change's sake and c a l l  i t  renewal. This i s  i l lu so ry .  A b u ild e r ,  
on th e  o ther hand, leads an o rgan iza tion  toward renewal th a t  
o u t l iv e s  the  presence of any s in g le  indiv idual and r e v i t a l i z e s  even 
as i t  changes.11
Opportunity In d u s tr ie s  and Big Bear Resources became Opportunity 
Resources, Inc. A new name blended two corpora tions  and signaled  t ru e  
merger to  the  community, bu t ac tio n s  w ith in  th e  merged corporation  
signaled success to  the  consumers and employees. Employees, when 
interviewed, expressed s a t i s f a c t io n  with management a c c e s s ib i l i ty  and
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responsiveness post merger. S ta f f  recognized the  e f fec tiv en ess  of 
corporation-w ide s t a f f  meetings. When concerns were voiced a t  the  
s t a f f  meetings, management responded. Group home managers s ta te d  
maintenance chores were addressed in a tim ely manner, and they 
apprec ia ted  the  a t te n t io n  to  t h e i r  requ es ts . Merger success came from 
planning and commitment to  th e  o b jec tiv es .
Concentration on t r a in in g  programs th a t  in teg ra ted  employees from 
a l l  a reas  was one method of u n it in g  s t a f f  from th e  two corporations. 
Management continued to  espouse philosophy and mission. A ttitudes  were 
evaluated  frequen tly . In April of 1993, CARF, th e  national 
a c c re d i ta t io n  agency, was evalua ting  Opportunity Resources in order to  
continue a c c re d i ta t io n .  The ac c re d ita t io n  team met with th e  executive 
d i r e c to r  regarding concerns about the  lack of in teg ra tio n  of the  
r e s id e n t ia l  s t a f f  in to  th e  merged corporation . Additional e f f o r t  was 
necessary to  place equal importance to  r e s id e n t ia l  program as was given 
to  vocational program. Response to  th e  s t a f f  questionnaire  had 
revealed  t h i s  tro u b le  spot. Trouble shooter s t a f f  was assigned to  spot 
problems and address them immediately. Merging vocational and 
re s id e n t ia l  se rv ices  were d i f f i c u l t  because of the  nature of th e  two 
programs. Work was s tru c tu re d  and compensated. R esidentia l s i t e s  were 
more loosely  defined , and chores were not compensated. Crossover 
s ta f f in g  p a t te rn s  e lim ina ted  th e  tendency to  see one assignment as 
e a s ie r  than th e  o th e r  and to  promote a team approach to  th e  various 
problems. The idea was to  f o s te r  an atmosphere of cooperation by 
poin ting  out the  interdependency of programs fo r  successful outcomes.
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"The Nonprofit Sector in the  Global Economy" id e n t i f ie d  nonprofit
o rgan iza tions  as having c e r ta in  c h a ra c te r i s t i c s  in common: "The
primary func tion : to  serve underserved or neglected populations, to
expand th e  freedom of or to  empower people, to  engage in advocacy fo r
12soc ia l change and to  provide se rv ic e s ."  The merged corporation of 
Opportunity Resources, In c . ,  had adopted the  mission statement: To
provide support se rv ices  to  maximize the  p o ten tia l  of ind iv idua ls  with 
d i s a b i l i t i e s  in t h e i r  community. The merged corporation  t r u ly  was 
serving th e  local mission and the  global d e f in i t io n .  Naisbeth s ta te d  
i t  most c le a r ly  in th e  book. Reinventing th e  Corporation: "When you
id e n t i fy  with your company's purpose, when you experience ownership in 
a shared v is io n , you f in d  y o u rse lf  doing your l i f e ' s  work instead  of 
j u s t  doing tim e."^^
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STEPS TO COMPLETE IN A MERGER PROCESS 
FIRST EIGHT MONTHS
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Month One: Preliminary
Evaluation of Corporation
Meeting with Board of 
D irecto rs  to  Adopt 
Resolution to  Explore 
Merger
Month Two: Review Financial Books 
Meet with S ta te  O ff ic ia ls  
Announce to  S ta ff
Month Three:
Month Four:
Continue Meetings with 
S ta te  O ff ic ia ls  and 
Funding Sources
Examine P o lic ie s  and 
Procedures of Both 
Corporations
Request Volunteers fo r  
Committee Assignments
Meet with Local Groups 
such as Regional Council
Hold Public Meeting
Biweekly Newsletter
Consolidation of Budgets
N egotiation of Personnel 
Changes
Continue Committee Meetings 
with Update Reports to  
Management Team (Combine 
Management Team)
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I n i t i a t e  B enefits  Search 
(Health Plan & Retirement)
Closely Review Annual Leave 
and Sick Leave P o lic ie s  to  
Assure Fair Policy
Month Six: J o in t  Board of D irectors 
Meetings
Board Redrafts A r tic le s  of 
Incorporation , By-Laws, 
Consult Legal Counsel
Continue Committees Meetings
Hold Contest fo r  New 
Corporation Name
Month Seven: Have Corporation Wide Vote 
on New Name. Board 
Approval. Formal 
Resolution.
Mail Application to  
E stab lish  New Merged 
Corporation with the  
Secretary  of S ta te
Have Board of D irec tors  
Review P o lic ie s  and 
Procedures and Approve.
Decide on Health Care 
Plan. D is t r ib u te  
Enrollment Forms.
Hold S ta f f  Meetings to  
Review Changes in P o l ic ie s ,  
Procedures, B en e f its ,  e tc .
Month Eight: Merge
Hold a C elebra tion . Reward 
S ta f f .  Recognize E f fo r ts .
Continue to  Communicate!!
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MERGER SURVEY
Please c i r c l e  th e  answer th a t  most c lo se ly  describes  your opinion.
* S erv ice  op tions Improved with th e  merger?
Strongly  Agree Agree Disagree Strongly Disagree
* S ta f f  s a la r ie s  improved with th e  merger?
Strongly Agree Agree Disagree Strongly Disagree
* A b i l i t i e s  t o  provide se rv ices  improved with th e  merger?
Strongly  Agree Agree Disagree Strongly Disagree
* You were informed during  th e  merger process?
Strongly  Agree Agree Disagree Strongly Disagree
* S ta f f  b e n e f i ts  improved w ith th e  merger?
Strongly Agree Agree Disagree Strongly Disagree
Please  l i s t  your p o s i t iv e  experience w ith th e  merger.
P lease l i s t  your negative  experience w ith th e  merger.
The purpose of t h i s  survey is  to  provide improvement fo r  fu tu re  merger 
processes. P lease comment f r e e ly ,  thank you.
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